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ABSTRACT 
This study cornparcs the managerial styles of Malaysian tnanagers in the public and 
private sectors. It focuses on the five aspects of n1anagerial styles; decision 1naking, 
delegation, comn1unication, leadership and flexibility. · Of these five aspects, only 
leadership shows a significant difference. This coincides with the traditional belief that 
n1anagers in the public sector are less participative than the private sector managers. It 
also. indicates that the managerial styles of public sector managers are similar to the 
styles of private sector managers. This is partly due to government efforts in making 
the governn1cnt agencies n1orc user-friendly and custon1er focused. They tend to agree 
on the other f()LJJ' aspects. This is a good sign for Malaysian econotJlY because the 




There is something programmed within us, deep within the recesses 
of our aninds, that causes us to view the world in different ways and 
to react accordingly. Its source is unknown, and its essential 
character is undefinable. Yet, we know that it exists and, what is 
n1orc itnportant, that there arc certain discernible patterns of style that 
occur over and over again ... (Rowe and Mason, 1987, p.l9) 
1.1 Introduction to the Subject 
The word style con1es frotn the Latin, "stilus", the bone instrun1ent used by the Romans 
to write on their waxen tablets (Golightly, 1977). Now its n1caning has broadened to 
include a wide range of hmnan thoughts and activities. 
In the field of education, every teacher seen1s to have his own unique style of teaching. 
This Is tnainly due to his personality and philosophy towards the educa1.ional system. 
The san1e applies in the field of 1nanagen1ent where n1anagers have their own styles of 
tnanaging their organizations. Whatever their style might be, they surely derive it from . 
~j 
their own personality and philosophy. Perhaps an external factor such as training and 
education could have added to this uniqueness of n1ana~erial styles. 
It is from the Western societies that the current theories and practices .of managerial 
styles originated (Ah1nad, 1993). Researchers at University of Michigan attempted the 
first study in identifying different kinds of styles. Later a sin1ilar study, known as the 
Ohio State Leadership Studies was conducted at Ohio Slate University by Stogdill and 
Coons. These two studies led other researchers into more research at other universities. 
So, whether one goes to management school in America, Europe or Asia, one has to 
learn those trait theories, behavioural theories and situational theories (AhQlad, 1993) 
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Interestingly, these concepts and theories of managerial styles which were originally 
developed ·and practised in Western societies are being relied upon by Malaysian 
managers in managing their organizations in public or private sectors. Given the 
differences between Malaysian and Western cultures ang the itnportant contributions of 
public and private sectors to the Malaysian econorny, what managerial styles would best 
suit the managers in these two sectors? 
1.2 ln1portancc of Styles in Organizations 
The success· and failure of an organization, to a large extent, depends on the style of a 
manager in running the organization (Kang and Saiyadain, 1994). It is because styles 
are a combination of what the manager brings with him into the organization and the 
way the organizational culture is recognized, interpreted and adhered to as well as the 
\Vay the rnanager actually et,lacts his role (Jackson, 1991 ). 
Styles vary from one manager to another depending on the values held by the 
organization and the nature of task to be performed. S~1ne n1anagers might tend to be 
too autocratic while others 1night be too hmnanistics. Whatever it n1ight be, a study 
,• 
conducted by Rowe and Mason ( 1987) showed that each manager has his or her own 
dominant style and a backup style to suit the needs of the organization he works with. 
These variations in styles, however, are necessary to n1ake the process and activities of 
managing interesting. Without it management would be a dull business, lacking 
vitality, individuality, personality and the hun1an touch (Golightly, 1977). Although 
unique in their styles of management, these managers, said Mintzberg, share something 
in common: 
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... all are vested with fonnal authority over an organizational unit. 
Fr01n fonnal authority co1nes status, which leads to various 
interpersonal relations, and frotn these con1es access to infonnation. 
Infonnation, in turn, enables the tnanager to n1ake decisions and 
strategies for his or her unit. ( 1991, p.26) 
These comn1on things an; what Mintzberg terms as the len roles or the numager, which 
can be broken down into iivc areas, decision nwking, delegation, conununication, 
leadership and flexibility. For the purpose of this study, the five functions of a n1anager 
will be used in an aUctnpt to explain the dif1crcnccs bctwc.cn the n1anagerial styles of 
Malaysian tnanagers in the public and private sectors. In brief, decision tnaking style is 
the degree to which subordinates are involved in the decision process. Delegation is the 
degree to which responsibility and authority are handed over to subordinates. 
Con1n1unication style is the tendency of 111anagers to use two-way con1munication over 
one-way conltnunication. Leadership looks at whether the n1anagers are authoritative or 
participative in their styles of tnanagen1cnt. Finally, flexibility sin1ply n1eans whether 
the tnanagers are flexible or rigid in running their organizations. 
1.3 Prohlcrn Statcn1cnt 
Based on the key functions of the n1anagers, five 1nain aspects of managerial styles wiil 
be cxatnined. These are decision n1aking, delegation, con1tnunication, leadership and 
flexibility. 
As different sittiations detennine different 1nanagerial styles, this study will focus on the 
1nanagcrial styles of Malaysian n1anagcrs working in the puhlic sector as compared to 
Malaysian tnanagers working in the private sector. Do they difler in term of the five 
n1ain aspects of tnanagerial styles? 
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1.4 Theoretical Franle\vork 
The variable of primary interest in this research is the dependent variable of managerial 
styles. The independent variable is used in an atten1pt to explain the variance in the 
1nanagerial styles of Malaysian n1anagcrs. The indcpsndcnt variable is Malaysian 
n1anagcrs working in the public sector and Malaysian n1anagcrs working in the private 
sector. Job position and work experience are considered as moderating variables in this 
research as they help in explaining the influence of the independent variable on the 
dependent variable as shown in Figure I. 
Figure 1 
Schentatic Diagram of the Theoretical Framework 
INDEPENDENT VARIABLE DE?ENDENT VARIABLE . 
PUBLIC SECTOR 






JOB POSITION WORK EXPERIENCE 
MODERATING VARIABLES 
It is said that the public sector and the private sector have different settings, different 
environment, different values and different work cultures. ~o it is theorized that there 
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would be positive correlations between managerial styles and Malaysian managers 
working in the private and public sector. The theoretical fran1ework is shown in Figure 
1. 
This theoretical ii·amcwork is adapted ti·om Yuki's Multiple-Linkage Model which 
explains the influence of the situational variables as in this case - the public sector and 
the private sector - on the organization itself, the subordinates and the managers. The 
organization, whether it is in the public sector or the private sector has different 
environment and detuands ditlerent styles of management. 
The subordinates, too, will have different perception of their managers' n1anagerial 
styles. Subordinates in public sector are said to be n1ore tolerant of authorities whereas 
subordinates in the private sector arc said to be in 1~1vour or the participative leadership. 
The situational variables also influence the n1anager's behavi<?ur. If a manager works in 
the public sector, he n1ust adapt his style of tnanagetnent as den1anded by the situations 
prevail in the public sector. The private sector n1anagcr, on the other hand, will behav~ 
in a style that tits the private sector situation or environtnent. 
However, in this n1odel, Yuki did not tnention the five aspects of managerial styles 
which arc being examined in this rcseurch. Those tive aspects of 1nanagerial styles were 
derived frotn M intzbcrg's n1anagerial roles. However, this n1odcl in1plies that it is the 
situation which inllucnccs the styles tlf ananagctncnt. As this study attcinptcd to relate 
the situation with managerial styles, only one part of the Yuki's Multiple-Linkage 
Model is being depicted in the theoretical framework. 
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1.4.1 flypotheses 
Fron1 the theoretical fratnework discussed above, five hypotheses were developed for 






Malaysian llli.magers in the private sector are n1ore consultative 1n 
decision 111aking than Malaysian tnanagers in the public sector. 
Malaysian n1anagers in the private sector have higher ability to delegate 
than Malaysian n1anagers in the public sector. 
Mal~ysian managers in the private sector use more two-way 
conununication than Malaysian tnanagers in the public sector. 
Malaysian n1anagers 1n the private sector are more participative tn 
leadership than Malaysian managers in the public sector. 
Malaysian managers in the private se~tor are tnore flexible tban 
Malaysian managers in the public sector. 
1.5 Purpose of Study 
The purpose of this study was to con1pare the n1anagerial styles of Malaysian managers 
working in the public sector and Malaysian n1anagers working in the private sector . 
. Five n1ain aspects of their tnanagcrial styles were cxmnincd, nan1ely decision ri1aking, 
delegation, communication, leadership and flexibility. This study is adapted from Kang 
and Saiyadain (1994). This research attempted to see any significant difference between 
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the two groups of n1anagers with respect to their management styles tn those five 
functional areas. 
i .6 Signiiicauce and Scope of the Study 
In Malaysia, the private sector has long practised what is known as the learning 
organization. Garratt ( 1990) defined learning organization as an organization which 
facilitates the learning of all its men1bers and continuously transforn1s itself. It is 
process based and rests in the social~cmotional area of n1anagetnent whereby the ability 
to value people as the key asset for organizational growth is etnphasized. 
Only recently, this concept of learning organization is introduced to the public sector. 
Perhaps, n1anagers would realize that there is a serious need to understand emotions and 
sentitnents of en1ployees in tenn of organizational values and goals. Only when 
nlan.agers can value people as an ianportant asset, they would be able to lead en1ployees 
to dedication, loyalty and con1n1it1nent to the organization. In order to understand this 
concept, 1nanagers need to have knowledge of tnanagerial styles (Hayes, et. al., 1988). 
Managers, nowadays, need to adapt their styles of managetnent to the ever demanding 
situations of the business world. No longer can they "get things done through others" 
but n1ore of exercising participative n1anagement, more of coaching others and 
coordinating and exchanging of information horizontally (Alunad, 1993). 
In anoving towards Vision 2020, the public and private sectors arc expected to play a 
crucial role in restructuring an effective government-business relationshi1J. Such unity 
is one of the n1ajor reasons for Japan and Germany post-war success stories. The 
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~\al~ysim rnotto ·· L"nil) is Srr~ngrh· must be cmbod.icd. fuHy in the sman pannership 
between goverrunent and business. Managers from both sectors must learn to 
understand each others' styles. 
This self-knowledge gives then1 the power to lake advantagt: uf any giv.::u ~~tuati,_HL ll 
helps them to persevere in those situations that require a .style other than their dotninant 
one, and it helps then1 create situation in which their styles excel (Rowe and Mason, 
1987). 
In the field of manage1nent and organizational behaviour this study can be viewed as a 
further developn1ent of the theory of managerial styles. The results of this study will 
prov~de evidence to the existing literature on n1anagerial styles as they relate to 
organizations and the database for further research on Malaysian managers. 
l. 7 Definitions of Key Tenus 
Manager 
A 1nanager is a person occupying a position in a fonnal organization who is responsible 
for the work of at least one other person and who has formal authority over that person 
(Reddin, 1990). 
Subordinate 
A person over whon1 the manager has authority and for whose work he IS made 
responsible (Reddin, ) 990). 
Public .\'ector 
Public sector ,includes the federal, state and local government and statutory authorities 
but not government-owned corporations (Abdullah, 1991 ). 
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Private Sector 
Private sector includes the sole traders, partnerships, private litnited con1panies and 
public litnited con1panies (Lobley, 1988). 
A4anugerial ,\'tyle 
Managerial style is defined as behaviour, predisposition, n1otives, attitudes and values 
of n1anagers with respect to decision n1aking, delegation, con1n1unication, le(ldership 
and flexibility (Kang and Saiyadain, 1994). 
1.8 Ovcr·vicw of Report· 
Several approaches to n1anagerial styles \~ill be discussed in chapter II. The chapter 
will also present the nature of tnanagerial styles and son1e arguments concerning traits 
lhl:orics, bchavioural theories and situational theories. The chapter wilL also review the 
vm:ious studies pertaining to nwnagcrial styles of Malaysian 1nanagcrs. 
The n1ethndology used in this research will be discussed in chapter Ill. The chapter 
describes the smnplc surveyed and the research instnuncnts used as weH as data 
collection and data analysis n1ethods. 
Chapter l V will present the results of the research, sarnplc profile, the results oft-Tests 
cow.luctl'd on the hypolhcsL·s and the /\NOV 1\ f(>r the 1nodcrating variables. 
Chapter V will discuss the 1nanagcrial styles of' Malaysian nwnagcrs working in the 
public sector and in the private sector as found in this study. Then it will present the 
in1plications of the findings to the field of Inanagen1ent, organizational behaviour and 
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the n1anagement practices in Malaysia. Suggestion for further research on managerial 
styles will also be discussed in this chapter. 
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Chapter 2 
l{EVIEW OF TI-lE LIT EllA 11Ul~E 
It sccn1s that one who writes on tnanagerial styles just ha~ to continue writing rnore on 
leadership (McKenna, 197R). In his II and hook of I ,cadcrship, Bass ( 1990) pointed out 
that all rnanagerial functions can potentially provide leadership and all leadership 
activities can contribute to n1anaging. The original authors of this research, Kang and 
Saiyadain ( 1994 ), discussed leadership theories in the literature review. This literature 
review will add on to the previous research. 
2.1 Managerial Styles and Approaches 
Nearly all leadership theories can be classified into one of the following approaches: 
trait approach, behavioural approach and situational approach (Yuki, 1989). 
2.1.1 Trail Approach 
The trait approach believes that effective leaders share special kind of traits and have 
tnany things in cotnmon with each other. There are two kinds of trait approach. One 
differentiates leaders from followers and the other one differentiates effective leader 
fron1 the ineffective one (Balkheyour, 1982). It was first believed that people who are 
endowed with physical strength, cleverness, ambitions as well as intelligence would be 
leaders. Later it was discovered that other variables contribute to effective leadership 
(Hollander, 1978). Effective leaders are sure of themselves and have a lot of 
confidence. They are interested in accOinplbluncnt and derive great satisfaction when 
they accon1plish their goals. They work hard to obtain self-satisfaction not because of 
any external reward but internal pride (Balkheyour, 1982). As the trait approach tries to 
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determine leadership effectiveness by the special traits that leaders possess, it was 
found that a leader with certain trait could be effective in one situation but ineffective in 
a different situation. Sometin1es two leaders with different patterns of traits could be 
successful. in the smnc situation (Bass, 1990). 
2.1.2 Behavioural Approach 
Failure of the trait approach to identify effective leaders led to the behavioural approach 
to studying leadership. Many of the research on leadership behaviour originated from 
the pioneering work at Ohio State and University of Michigan (Yuki, 1989). 
At Ohio State University, Stogdill and Coons ( 1957) developed a Leader Behaviour 
Description Questionnaire consisting of 150 items that appeared to be good examples of 
leadership behaviour. The ~ubordinates were asked to judge the frequency with which 
their superiors engaged in each fonn of behaviour. Frotn. this survey two kinds of style 
emerged and they were labelled "consideration" and "initiating structure". 
Consideration is the degree to which a leader acts in a wann and supportive marlner.-and 
shows concern for subordinates. Some examples of -consideration include; being 
friendly and approachable, doing personal favours for subordinates, backing up 
subordinates, consulting with subordinates on important matters before going ahead, 
finding tin1c to listen to subordinates' problen1s, being willing to accept subordinate 
suggestions, looking out for the welfare of individual subordinates, and treating a 
subordinate like an equal. Initiating ~lruclure is the degree to which a leader defines and 
structures his or her own role and the roles of subordinates toward attainment of the 
group's formal goals. Some examples of initiating structure include: criticizing poor 
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work, emphasizing the necessity of Ineeting deadlines, assigning subordinates to tasks, 
letting subordinates know what is expected of them, co-ordinating the activities of 
subordinates, offering new approaches to problems, maintaining definite standards of 
performance, asking subordinates to follow standard operating procedures, and seeing 
that subordinates arc working up to capacity. 
Another, major program of research on leadership behaviour was conducted by Katz, 
Maccoby and Morse (1950) at the Survey Research Center, University of Michigan. 
The research was carried out on 419 clerical workers and 24 supervisors of the 
Pn.~dential Insurance Company, Chicago. Twelve sections were studied with one high 
and one low productive groups. The high and low productive groups were matched on 
the nun1bers and types of people and the type of work done by them. 
The results indicated that the supervisors in high productive groups were "employee 
centred" while those in low productive groups were "production centred". The first was 
described as one who stressed the relationship aspect of his job, felt that en1p{oyees are 
ituportant and took interest in their individuality and needs. On the other· hand, the 
. ~ 
production centred leader emphasized production and the technical aspects of his job 
and viewed etnployees as tools to achieve the goals of the organization (Kang and 
Saiyadain, 1994 ). 
Though the behavioural approach explained some i1nportant aspects ~j~ leadership, there 
arc two anajor weaknesses in this approach. First, diff~rcnt sources (leaders, nlctnhers, 
and observers) were used to analyse leadership behaviour by different schools and there 
was little agreement between different raters of an individual behaviour; thus it is 
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diffic~lt to detern1ine their relative in1portance. Is it n1ore important to know what the 
leader thinks he is doing or how his men1bers perceive his behaviour or how 
non-participating observers categorize his acts? 
Second, there was no agreement about which kind of style is tnore effective. The 
researchers' findings indicate that two styles of leadership gained most general approval: 
the task-oriented style and the interpersonal-oriented style. However, neither style takes 
into consideration the fact that different situations demand different leadership 
behaviour in achieving effectiveness (Scott and Mitchell, 1972). 
1.2.3 Situational Approach 
The trait and behaviour approaches Jnainly focused on the leader while Jess attention 
was paid to the leader-follower relationship as well as the situation in wluch leadership 
tak9s place. The weakness of these approaches led to the study of the situational 
approach as a detern1inant factor in leadership effectiveness. 
The main idea of this approach is that, as situations differ, the functions of leaders differ 
to achieve effectiveness. There is no one specific style· that fits all situations. This 
situational approach is in direct contrast to the behavioural approach which en1phasizes 
special qualities of leaders in varying situations. 
In this situational approach, the leader undertakes different functions in situations with 
different tasks (Balkheyour, 1982). The situational approach is also in direct apposition 
to the trait approach. Situational theorists suggested that leadership is all a matter of 
situational den1ands, that is, situational factors dctern1ine who will emerge as leader. 
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According to situationalism, the leader is the product of the situation, not the son of 
previous leader (Bass, 1990). 
2.2 Research on Managerial Styles 
Perhaps the tnost influential situational theory is that put f(lrward by Fiedler ( 1967) in 
his Contingency Model. This theory attempts to predict how leadership style, 
leader-1nember relations, the position power vested in the leader and the structure of the 
task integfate to detern1ine the leader's ability to achieve productive output (McKenna, 
.. 
1978). It simply says that the leadership process and effectiveness depend highly on 
situation,al favorableness. If the situation is very favourable, then it is easy for the 
leader to guide the group towards effectiveness. If the situation is very unfavourable, 
the leader's job is anore difficult. Thus, the job of the leader in guiding his group to 
effectiveness vanes accordin¥ to the situation fron1 very favourable to very 
unfavqurablc. 
The theory also explains that different types of leadership behaviour in different types of 
situations produce different kinds of perforn1ance. However, this theory assun1es that .. 
there are only two basic types of leadership behaviour: task-oriented and 
relationship-oriented. 
Evidence indicates that a leader is not always task-oriented or relationship-oriented. A 
combination of these two types of behaviour n1ay occur (Balkheyour, 1982). There are 
certain forces which n1ade the leader decides on the proper style of behaviour for 
effective management. Tannenbaum and Schmidt (1958) identified these forces in three 
kinds: 
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1. Forces in the n1anager hin1self, including his value system (how strongly he feels 
that subordinate should participate in decision n1aking); his confidence in his 
subordinates; his own leadership inclination (that is, under what circun1stances 
he feels n1orc comfortahlc); and his feeling of security in uncertain situations. 
2. Forces in his subordinates, including the level of subordinates need for 
independence; the level of subordinates tolerance of ambiguity; the degree of 
subordinates interest in the problen1 and its ianportance; their degree of 
identification with the goals of the organi? .ation; the degree of subordinates 
knowledge and experience; and the expectation of subordinates to participate in 
n1aking decjsion. 
3. Forces in the situatio~, including the type of organization - its structure, size of 
working units, geographical distribution, and the degree of inter and 
intra-organizational security required to attain go~ls; group effectiveness; the 
nature and con1plexity of the problen1; and the pressure of titne. 
Moving in the sa1ne direction as Tannenbaum and Schmidt, Shetty ( 1976) added 
one n1ore force to the model - the organizational systen1 itself. Shetty stressed 
that both technology and organizational structure have strong influence on 
leadership patterns. 
Specifically, n1clhods of production, division of work, work How, certainty of 
tasks and structural attribution of the organization are inter-related and tend to 
shape leaders behaviour. According to Shetty: 
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The leadership style of a tnariager is a product of n1any 
forces: in the n1anager hin1self, in his subordinates, in the 
organiz..ational systcn1 and in the dynatnic situation which is 
of in1n1cdiatc concern. 
Leadership style seems to evolve through a con1plex and 
dynan1ic interaction between these f(nu forces. These 
forces, acting and interacting simultan~ously, shape .,.~he 
patlcrn or leadership chosen by every Jllallager. 
Every tnanagcr, at every level of the organization, needs to 
achieve an integration of these varying and complex 
pressures. Not only n1ust he react to 1nany pressures and 
detnands of environn1ent but he needs to understand those 
forces existing in the organization in order to adjust his style 
of leadership accordingly. 
The successful tnanager is neither an autocratic nor a 
cotnplete den1ocrat, rather one who integrates the forces 
operating in relation to the particular situation in question. 
The. behaviour of an effective leader under specific 
technological consideration n1ay lead to failure under other 
technological situations. 
The leadership appropriate in one organizational systen1 
n1ay be irrelevant or even dysfunctional in other system. 
() 979, p. 135-36). 
These forces which affect leadership style as proposed hy Tannenbaun1 and Schtnidt 
( 1958) and She tty ( 1976) are considered as the intervening and situational variables by 
Yuki (1989). YukJ was able to put then1 all together in one neat model and called it the 
"A1ultiple-Linkage Model". 
This model suits the definition of Inanagcrial style in thi~ study because the behaviour 
of n1anagers working in two different organizational syste1ns - public sector and private 
sector wiJJ definitely be inHucnccd by the situational and intervening variables as 
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According to Yuki, a leader's short-tenn eflectiveness depends on his or her ~bility to 
correct any deficiencies in subordinate motivation, role clarity, task skills, r~sources 
needed to do the task, organization and co-ordination of subordinates activities, and 
group cohesiveness and tearnwork. The situation detennines which of the these 
"intervening variables11 are important, which are in need of in1proven1ent, and what 
potential corrective actions are available to the leader. 
A leader, argued Yukl, will not be optin1ally effective if he or she fails to recognize 
deficiencies in the intervening variables, if the deficiencies are recognized but the leader 
fails to act, or if the leader acts but lacks the necessary skills to accomplish the desired 
improvements. Yuki's Multiple-Linkage Model recognizes that the potential short-term 
influence of the leader on the intervening variables and thus on group performance is 
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much greater in some situations than in others. The .leader will have little short-term 
influence on subordinate performance if there are no serious deficiencies. Also, if there 
are deficiencies, but situational constraints prevent the leader from acting to correct 
thcn1, the leader will have little shorl-tcnn in1pact on subordinate pcrforn1ance. 
A second basic proposition presented by Yuki is that, over a longer ti1ne period, leaders 
can act to change son1e of the situational variables and create a more favourable 
situation. Leader behaviour affecting situational variables involves organizational 
change and public relations efforts with superiors and other important people outside of 
the leader's organizational unit. The leader may change the situation in order to alter the 
relative importance of son1e situational variables, to correct chronic deficiencies caused 
by the existing situation, or to eliminate situational constraints on future short-term 
corrective actions. By successfully pursuing these kinds of changts over a longer 
.rcriod of titnc, a leader is son1ctitncs able to do n1orc to in1prove group pcrfonnancc 
than is possible by short-ter.n1 responses to in1mediate deficiencies in intervening 
variables. 
2.3 Malaysian Studies on Managerial Styles 
In the Malaysian context, a few studies have been conducted on managerial styles. 
Everett, Krishnan and Stening (1984) compared Japanese managers to Malaysian 
managers and found that Japanese managers can be characterized by values as honest, 
..;;. 
methodical, polite, logical, decisive, serious, patient, tolerant, flexible and modest. The 
Malaysian 1nanagcrs arc also found to possess son1e of these values. 'fhey, too, are 
honest, methodical, serious and tolerant. But they are more extroverted than the 
Japanese 1nanagers. 
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In 1993, Zulaiha used the Myers-Briggs Type Indicator to identify the managerial style 
of 800 tniddle, senior and top managers of 17 public and private organizations in 
Malaysia. Her results showed that 69 percent of Malaysian managers are traditionalists, 
2 i percent visionaries, 6 percent troubie-shooters and 4 p~rcent cataiysts. Previousiy, in 
19R7, Rowe and Mason conducted a similar study using the san1e Myers-Briggs Type 
Indicator on An1crican n1anagcrs. 
Using Zulaiha's classification of the basic styles, Rowe and Mason's ( 1987) results, 25 
percent can be categorized as traditionalists, 30 percent visionaries, 27 percent 
troubl.e-shooters and 18 percent catalyst. The traditionalists are characterized by their 
practical orientation and emphasis on the .. here a1td nowtt. People with this style tend 
to use data that focus on specific facts and prefer structure. They are action-oriented 
and decisive and look for speed, efficiency and results. 'f'hey can be autocratic and 
exercise oower and control. Their focus is short-ranflc_ and thev lend to have the drive 
The visionaries are characterized by the tendency to overanalyse a situation or always 
search for the best possible solution. People with this style often reach top posts in their 
organizations, and while very technical in their outlook, they can often be autocratic. 
This style responds well to new requirements. The trouble-shooters are characterized by 
creativity and a broad outlook. People. with this style arc perfectionists, want to see 
n1any options, and are concerned about the future. The~ tend to be creative in finding 
answer to problc1ns and can easily visualize alternatives al1d consequences. They lend 
to closely associate with their organization and value praise, recognition, and 
independence. They prefer loose control and are willing to share power. 
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The catalysts are the most people-oriented of all four. P~ople with this style enjoy being 
involved with people and exchanging ideas with thetn. They are good listeners and are 
interested in others. They are also very supportive, receptive to suggestions, show 
warmth, use persuasion, accept loose control, and prefe~ verbal to written reports. They 
tend. to focus on short-run problem and are action-oriented (Rowe and Mason, 1 987). 
In a more recent study, Kang and Saiyadain (1994) dyveloped a Managerial Styles 
Questionnaire and used it to co1npare Malaysian 1nanagers and Taiwanese mmagers. 
Based on the key functions of the managers, five main aspects of managerial styles are 
examined. These are decision making, delegation, communication, leadership and 
flexibility. Their. results indicate no significant differences between the managerial 
styles of Malaysian and Taiwanese managers on all five aspects. One of the reasons lies 
in the fact that both Malaysian and T'aiwanese n1anagers in the sample share the same 
Cl)incse tradition and socio-cultural ethos. 
From these three studies, Everett, Krishnan and Stening (1984); Zulaiha (1 993); and 
Kang and Saiyadain ( 1994 ), Malaysian n1anagers are found to be quite decisive in their 
work orientation and their relationship with subordinates centres around work and tasks 
requirements. Although these three studies were able to describe the values and styles 
of Malaysian n1anagers, they did not focus on the situation which could affect 
n1anagerial al1d organizational effectiveness. 
2.4 Five Mnin Aspects of Munngcrial Styles 
Using the same five main aspects of managerial styles as in the original study (Kang 
and Saiyadain, 1994 ), this study focused on those five functions of a manager: 
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1. Decision Making 
Decision making sitnply n1eans the degree to which subordinates are involved in 
the decision making process. McKenna (1978) found that whenever a manager 
perceives a Jarge difference between what he considers desirable and what his 
.. 
subordinates actually possess in tcrn1s of qualities or skills related to job 
per1onnance, he is inclined to exclude his subordinates fron1 the decision 
making process. 
On the other hand, whenever he perceives a small difference, he is lik~ly to 
involve his subordinates in the decision making process. 
2. Delegalion 
Delegation simply means the degree to which responsibility and authority are 
handed over to subordinates. According to Yuki (1989), delegation is when the 
manager gives his subordinates the authority and responsibilit~' for making 
decision; the manager usually specifies limits within which the final choice must 
fall, and prior approval may or rnay not be required before the decision can be 
implemented. 
3. Communication 
Con1n1unication sin1ply 1neans the use of two-way versus one-way 
communication. A one-way c01nmunication, according to Balkheyour (1982), 
flows fron1 the 1nanager to his subordinates in the forn1 of job instructions, 
memos and operating manuals. It is inadequate and incorrect because it focuses 
on what the manager wants to say, while communication is the act of the 
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subordinates. It does not work and will be useless unless the manager knows 
what the subordinates can perceive, expect to receive, and want to do; it is a 
waste unless it is based on the subordinates• perception. 
An ctTcctivc organization, argued Balkheyouf ( 1982), needs two-way 
conltnunication. Seek not only to be understood, but to understand others as 
well. A leader must understand the feelings, emotions and subordinates' point of 
view. A two-way communication is like the nerve system in the human body 
which carries the n1essages between the brain and the parts of the body and vice 
versa. It must be good in order for the body to function properly. 
4. Leadership 
Leadership simply 1neans authoritarian leadership style versus participative 
leadership style. Tannenbau1n and Schmidt (1958.) in their Continuum of 
Leadership Behaviour pointed out that the authoritarian leadership style permits 
no chance tor subordinates participation in the decision making process. The 
participative leadership style gives subordinates an extreme degree of freedoiJl 
· and the greatest degree of subordinate participation. The manager is considered 
a member of the group. 
5. Flexibility 
Flexibility sin1ply means whether the manager is flexible or rigid in his 
management style. Reddin (1990) stressed that a flexible manager or a rigid 
n1anager are not n1ore or less efficient in thetnselves. Their efficiency depends 
on the situation in which their styles are used. A highly flexible manager is 
perceived as oriented to reality, sensitive, adaptive, and open-minded. A rigid 
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nlmJ.gcr is perceived as having a closed mind. as intolerant and unsociable and 
2.5 The Influence of .Joh l)osition und Worl\ (i~xpcricncc on Managerial Styles. 
In an organization, the job position or a numagcr is believed to inllucncc his 1nanagerial 
style. Depending on whether he is a junior level1nanager or a senior level manager, he 
will certainly have a different view on the need to involve subordinates in the decision 
making process. Blankenship and Miles (1968) reported that higher level managers 
were more likely to involve their subordinates in decision making process, whereas 
those .lower level n1anagers felt a lesser need to rely on subordinates. Heller and Yuki 
(1969) associated a less centralised decision style with a higher level manager. 
. ' 
The same thing was discover~d by Jago anJ Vroom ( 1977). They found that there was a 
gre~ter propensity to use participative leadership at the higher n1anagerial level. 
However, McKenna (1978) found that job position is not the mediating variable in the 
relationship between decision style and the kind of organization a manager works in. 
As n1anagers bccon1c more experience, he is said to be n1orc directive than consultative 
in his decision making. Litchfield ( 1956) maintains that an executive new to his job and 
feeling uncertain about situations confronting him is likely to seek elaborate counsel, 
but the self-contained manager prefers to deliberate alone, with the implication that he 
involves his subordinates to a tninimum extent in the decision nutking process. 
llcllcr and Yuki ( 1969) also found that as a supervisor bccon1cs n1orc experience in his 
job, he has a greater tendency to shift from participative to a directive leadership style. 
McKenna ( 1978) in his study of the Management Style of The Chief Accountant also 
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